Mesdames, Messieurs, 



Par cette lettre, le COMAP souhaite partager avec vous deux sujets de preoccupation - et 
deux sujets sensibles, au vu de leur potentiel impact social. 

■n Difficultes budoetaires sur 2013 

Lors de sa presentation de la derniere Quartely Review, Y. Daccord a projete un deficit 
budgetaire de CHF 100.- millions sur I'exercice 2013, si les operations ne beneficiaient pas 
d'un meilieur financement de la part des donateurs. 

Le COMAP apprecie ie choix qu'a fait la direction de donner la priorite a la recherche de 
fonds avant d'envisager d'autres mesures pour remedier a la situation. 

Toutefois, si les efforts de la direction s'averaient insuffisants pour combler ce deficit et 
qu'elle devait in fine opter pour des coupes budg6taires, le COMAP demande que soient le 
plus possible attenuees les consequences sociales qui en decouleraient. 

La situation financiere actuelle evoquant celle de 2011, nous esperons done qu'en cas de 
nouveltes suppressions de postes i'employeur se montrera davantage qua lepoque 
empathique et professionnel envers les collaborateurs/trices directement ou indirectement 
concern6-e-s, et transparent dans ia procedure. 1 

Par ailleurs, le COMAP espere que, si la direction devait envisager de nouvelles coupes 
budgetaires, les mesures qu'elle prendrait alors paraitraient plus lisibtes que cedes qui ont 
consiste a supprimer 32.9 postes ETP au siege, en 2011, (entraTnant 13 licenciements 
"economiques"), sans aucune incidence sur ['augmentation constante du nombre de 
collaborateurs/trices au siege, puisque nous sommes passes de 892 en 2010 a 901 en 2011, 
et a 922 en 201 2. 2 Car, cette "logique", les collaborateurs/trices ont encore quelque difficuite 
a la comprendre. 

Par ailleurs, a I'epoque et sur le terrain, les suppressions de postes avaient ete annoncees 
dans I'urgence et cela avait cree du stress pour celles et ceux qui, loin du siege et mal 
informe-e-s, etaient reste-e-s dans I'incertitude pendant des mois. 



1 Comme le COMAP Pavait deplore dans sa lettre du 10 juin 2011 adressee a la direction des ressources 
humaines, !a gestion des cas irsdividuels n'avait pas toujours ete "exemplaire". Et, en terme de transparence, le 
COMAP n'avait pu obtenir qu'en novembre, et de maniere incomplete de surcroit, certaines informations 
reclamees des le mois de mai, notamment concernant les 79 postes d'expatrie-e-s supprimes sur !e terrain. 

2 Cf. Donors Support Group (DSG), Copenhagen 2013, Human Resources Statistics, p. 2. 
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3 il est ecrit que la delocalisation/externaSisation de certains corporate services du 

lege peTmettrait dobtenir un meiileur rapport "couts-efficience Mas que s so* les 
object a atteindre (financiers, operationnels, organisational ? °* » ^ 

jour la liste des services dont vous pensez que la delocahsation/externalisation 
garantirait le plus sQrement la realisation de ces objectifs ? 

4 Par ailleurs si vous ne pouviez manquer de justifier theoriquement ce projet par 
Sedlf de "mafntenir voire d'accroltre .a quale des services negates pour 
accomplir notre mission humanitaire", quelle* donnees cone rates (etudes 
comparatives, experiences passees, etc.) 3 vous lament a ce 1™^™* J» 
I'externaiisation ou la delocalisation peut permettre d'etre a ia fo.s plus efficace et plus 
econome ? 

5 Tout le monde sait que deiocaliser/extemaliser des services entraine forcement des 
' suppressions de postes sur leur site d'origine ; alors, plus generalement, quels sont 

les objectifs fixes, en terme de FTE et de reduction de masse salariale au siege ? 

6. Enfin, comment ce projet s'inscrit-il dans la strategie giobale, a moyen et long terme, 
de 1'organisation ? 

D'avance, merci pour votre comprehension. Et, dans I'attente d'une reponse de votre part, 
veuillez croire, Mesdames, Messieurs aux meilleures salutations du COMAP. 



PS: le COMAP se reserve la possibility de publier cette lettre sur le site Internet de l*association du personnel. 



3 "Cost analysis comparative study" cortcemant la delocalisation du centre logistique en 2002 ? Systor, pour les 
services informatiques ? Autre ? 



Geneva, 15 July 2013 

D1RJ3EN 13/55 KSM/lcha 



Deari 



Thank vou for your letter of 3 June, in which you raise a number of questions 
reiatinc |to two issues: the overall financial situation of the ICRC and our on-going 
work related to corporate services. 

Financial Situation 

Reqarding the first issue, the Directorate has taken note of your concerns notably 
a?SlSes^o potential measures that may need to be taken if the financial situat.cn 
remains challenging. Two weeks ago, the Directorate deeded no\ . to estab u»h 
expenditure ceilings or to undertake budgetary reductions at that time - in light of 
increasing income projections. 

We will closely follow related evolutions and review the situation at the Directorate's 
next Quarterly Review in August. We remain hopeful that we can maintain our 
ambitions without having to resort in 2013 to budget cuts or redundan ^ s .^ rh 
same time, however, we must be realistic as to the overall economic climate which 
continues to put our main donors under significant pressure. In any case should we 
have to look at making cuts, we would of course respect all legal and contractual 
requirements, and endeavour to make such cuts in a iogicai, transparent and 
understandable manner for all concerned. 

As you are aware, we have made a considerable effort to secure additional funding 
this year by mobilizing both traditional and new donors. We will continue to place 
emphasis on increasing our funding opportunities and expanding our donor base 
both for the short and the longer terms. We are in active and on-going dialogue with 
donors to find ways of accessing more funding. This of course needs to be in line 
with our capacity to deliver on the ground. 
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Corporate Services tn the. 

^NSSTbLSiround information about the .reasons = 

examine how corporate services are earned out at HQ and outline tne envisage 



process. 



As vou know the Directorate requested the Organization and Management Platform 
POM) toTdenSy contrete possibilities for optimizing the delivery of corporate 
£K Over the first three months of the year, the POM 
Specific Objectives to determine whether they contained corporate se^ces and 
a JL« S ed whether identified activities could potentially be delocalizec I our 
SSSS^R te^SS?identifled 15 clusters of 80s containing such activities, in 
March 2013 upon the platform's recommendation, the Directorate deeded to . 

this area This feasibility study was conducted by external consultants in May 
X^^SJthi PoJ presented its further ^^^^a 
forward to deiocalize certain corporate services, drawing upon the conclusions of 
the feasibility study. On this basis, the Directorate decided to P^Jf «J 
denization of certain corporate service actives within 10 .^^^2?^ 
the medium-term, it has asked the POM to work with concerned Divisions and Units 
to frame the scope of this exercise. 

The POM members have taken ownership of the communication process within their 
respective Departments: clarifying the overall objectives, informing co leagues about 
what to expect during the feasibility phase and soliciting involvement notably from 
those Divisions and Units that were most likely to be looked at in the feasibility 
study. After the study was launched, periodic updates were provided to concerned 
Divisions and Units, via the POM, In addition, interviews took place directly between 
the consultants carrying out the feasibility study, and Heads of Division and Unit. 
The Directorate therefore feels comfortable that a due and proper consultation and 
information process has taken place. We are aware that « 
anxiety within the different Departments and are very mindful of the need to continue 
to update colleagues on related developments going forward. 

As regards some of your specific questions, I can confirm that we have a view to- 
continuous improvement of processes as part of our overall HQ reflections. In the 
months ahead, we will aim to tackle issues related to the planning process, interna! 
reporting, and decision-making. 

As indicated in my message of 4 April, "Over recent years a gap has emerged 
between the ICRC's operational ambitions and the available means. The 
headquarters budget has increased by some 24% over the past 10 years to reach 
186 8 million in 2013. The number of fixed and temporary positions at HQ has 
increased by more than 17% during the same period. Three quarters of the HQ s 
expenses are linked to personnel costs, which rise by about 2% per year on 
average This continuous growth of the headquarters budget is not sustainable in 
view of the increasingly volatile support of our main donors, many of whom are 
affected by the economic crisis. It also makes it more complex to ensure the 
headquarters' contribution to certain identified priorities such as the People 
Management Strategy, the Information Environment Strategy, private fundraismg 
efforts and the Healthcare in Danger project." 
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The drivers for looking into delocalising certain services are not purely financial, but 
are also linked to the recognition that overall efficiency is an ™IJ^f^e 
ICRC We need to keep our spending on corporate services and administration at 
an appropriate level in order to devote a maximum of resources to operational 
responses Delocalising some services may even strengthen operational delivery, 
and Ts certaW a factor in keeping the ICRC lop of mind" for donors as an effective 
organisation abie to deliver value for money, and hence continue to attract the 
necessary funding. 

It is important to state that at this stage there are no targets in f ^s of either FTE or 
financial reductions. We will address these issues at the end of he ^mmer 
We would welcome the opportunity to have regular exchanges with the COMAP on 
our work in this area. 

Yours sincerely, 

X 
/ 

/yWs^Daccorij 
.-ifririctor General 

C " - 

Cc: President, Vice President, Directorate, POM 
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:for English version see below. 
(Poste le 23 juillet 2013) 

Pour repondre a la question recurrente de certain-e-s collaborateurs/trices, une clarification 
s' impose : 

1°) le COMAP n'a a aucun moment ete informe, en amont, de la decision de la direction de 
mener nne etude de faisabilite sur la delocalisation et/ou l'externalisation de certams 
Corporate services du siege ; 

2°) le COMAP n'a decouvert ce projet que par P intermediate d * coll f* ate ^^ 

services, qui, apres en avoir eux/elles-memes ete informe-e-s par leur hierarchie, hu ont apporte les 

Monnations parcellaires, confuses, voire contradictoires et generatrices de stress dont ils/elles 

disposaient. 

C'est a ce moment-la que le COMAP a adresse a la direction sa lettre du 3 juin 2013 (cf. ci- 
dcssous) 

En revanche, dans sa lettre-reponse du 15 juillet dernier (cf. ^ 
would welcome the opportunity to have regular exchanges with the COMAP on our work m this 
area [i.e. delocalization/outsourcing issues]." 

Auiourd'hui, le COMAP prend acte de 1'invitation de la direction a echanger dorenavant avec 
elle sur ces sujets, et se tient evidemment tout dispose a le faire reguherement. 

Le COMAP souhaite simplement poser comme prealable a ces seances de travail ^' e ^^ 
commence par repondre precisement aux questions posees dans son courner du 3 jum dernier a ce 
jour restees sans reponse. 

In reply to the question asked by several staff members, it is necessary to clarify that: 

(1) the COMAP was not informed beforehand of the Directorate's decision to conduct a 
feasibility study on delocalizing and/or outsourcing headquarters corporate services; 

(2) the COMAP only found out about this project through staff members from various units who 
afta being notified by their superiors, came to the COMAP with the incomplete confused, and m 
some cases contradictory and stress-inducing information that they had received. 

That's when the COMAP sent the Directorate its letter dated 3 June 2013 (see below). 
And yet, in his reply of 1 5 My (see below), Y. Daccord concludes by saying: -We ; wool d welcome 
the opportunity to have regular exchanges with the COMAP on our work in this area [i.e. 
delocalization/outsourcing issues] ." 

The COMAP has taken note of the Directorate's invitation to discuss these matters with them, 
and is naturally willing to do so on a regular basis. 

Before embarking on such meetings, however, the COMAP ^P^^^^fS^j^ 
employer first provides specific answers to the questions raised in the COMAP s letter ot 3 June, 
which to date remain unanswered. 



